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Future Power: 
The Control of Corporate Strategy,/ 
by K E N N E T H R. A N D R E W S / E d i t o r , Harvard Business Review 
Fu tu re s h o c k " is A l v i n Toff ler 's f a m o u s phrase tor t he m a l a d y a f f l i c t i n g those w h o are par-
a l yzed by t h e p rospec t o f change . 
For business, t he cu re is m a n a g e m e n t 
c o n f i d e n c e in its p o w e r s a n d its 
a d a p t a b i l i t y t o s u d d e n changes o f 
f o r t u n e . The c o n t r o l that execu t i ves 
exert ove r t he d e v e l o p m e n t o f t he i r 
c o m p a n i e s m i g h t , in t u r n , be labe led 
" f u t u r e power . " 
I c o n t e n d that managers o f any 
c o r p o r a t i o n can m o v e i n t o t he f u t u r e 
in f u l l c o m m a n d o f t he i r f a c u l t i e s -
aler t , ca lm , a n d u n s h o c k a b l e — a n d 
the i r businesses. Hys te r i ca l f o r b o d i n g 
may be the p r o v i n c e o f a n t i - n u c l e a r 
e n v i r o n m e n t a l i s t s and ne r vous 
journa l i s ts , b u t n o t o f managers . 
The w o r d strategy has a t t a i n e d a 
ce r ta in v o g u e these days. It o f t e n is 
a p p l i e d to t h e f u n c t i o n s w i t h i n a 
c o m p a n y , as in m a r k e t i n g , m a n u f a c -
t u r i n g , or research a n d d e v e l o p m e n t 
strategy. It also appears as a des igna -
t i o n fo r o r g a n i z a t i o n a l en t i t i es , as in 
s t rategic bus iness un i ts . But c o r p o r a t e 
strategy is t he mos t c o m p r e h e n s i v e 
t e r m , fo r it p u r p o r t s to e m b r a c e 
ac t i ons o f t he to ta l c o m p a n y ra ther 
t han mere e c o n o m i c dec is ions . The 
c o m m o n e l e m e n t is a c h o i c e o f goals 
and a p r o g r a m to a t t a i n t h e m . 
The w i d e s p r e a d use o f t he te rm 
strategy may be an a t t e m p t t o labe l 
a g e - o l d m a n a g e m e n t ski l ls w i t h a 
marke tab le , a n d c h i c , n e w ja rgon . For 
the w o r d has been a c c o m p a n i e d by 
a n e w set o f p l a n n i n g too l s that 
eva lua te a l te rna t ives , gove rn inves t -
m e n t cho i ces , a l l oca te resources 
a m o n g o p p o r t u n i t i e s , and d e c i d e 
o n d i v e r s i f i c a t i o n o r d i v e s t m e n t . 
Po r t fo l i o analys is, mat r i ces for t he 
c lass i f i ca t i on o f bus inesses by m a r k e t 
share a n d g r o w t h p rospec ts , a n d 
mode l s , m a t h e m a t i c a l and o t h e r w i s e , 
have been dev ised to e m b o d y as-
s u m p t i o n s a n d to p r o d u c e d e t a i l e d 
p r o j e c t i o n s . W i t h t he a id o f such 
too ls it is poss ib le to cons t r uc t pro 
f o rma o p e r a t i n g s ta temen ts a n d 
ba lance sheets to ref lect an a l m o s t 
i n f i n i t e c o m b i n a t i o n o f a s s u m p -
t i o n s - m a d e up , if y o u w i l l , o f w h o l e 
c l o t h by us ing the c o m p u t e r ra ther 
t han the s p i n n i n g w h e e l . In m y r i a d 
w h a t - i f c a l c u l a t i o n s , t he t oo l s fo r 
strategic d e c i s i o n - m a k i n g s o m e t i m e s 
o v e r w h e l m t h e s imp le p u r p o s e t hey 
are to serve. 
The s i m p l e bu t p o w e r f u l idea tha t 
can h e l p d e t e r m i n e the f u t u r e starts 
w i t h t he p r o p o s i t i o n that every 
c o m p a n y , l ike every f am i l y o r 
i n d i v i d u a l , s h o u l d have a set o f 
purposes to g u i d e its progress in a 
c h o s e n d i r e c t i o n . Prepar ing for an 
u n c e r t a i n f u t u r e beg ins w i t h c lar i -
f y i n g w h a t w e can k n o w and 
d e c i d i n g w h a t w e w a n t to have 
h a p p e n . 
A Def in i t ion 
This, t hen , de f i nes c o r p o r a t e strat-
egy. It is t he pa t t e rn o f a c o m -
pany 's dec i s ions that d e t e r m i n e s 
its ob jec t i ves , that dec ides h o w to 
ach ieve those goals , a n d tha t d e f i n e s 
the c o m p a n y ' s range of bus iness , t he 
k i n d o f e c o n o m i c a n d h u m a n o rgan i -
za t i on it is, a n d the na tu re o f t he 
c o n t r i b u t i o n it i n t e n d s to make to 
shareho lders , e m p l o y e e s , c u s t o m e r s , 
and c o m m u n i t i e s . In a c h a n g i n g 
w o r l d , it he lps to l i m i t ce r ta in n e w 
ac t i v i t ies , w h i l e f o c u s s i n g a t t e n t i o n 
o n o thers . 
The pa t t e rn that resul ts f r o m a 
series of strategic dec i s i ons w i l l 
d e f i n e t h e charac te r of a c o m p a n y 
a n d the p o s i t i o n it w i l l o c c u p y in its 
i ndus t r y a n d its marke ts . Some 
aspects o f th is pa t te rn , such as a 
c o m m i t m e n t to qua l i t y , h i gh t ech -
no logy , ce r ta in raw mater ia ls , o r 
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good labor relat ions, w i l l no t change 
over l ong per iods of t ime in an estab-
l ished co rpo ra t i on . O t h e r aspects of a 
strategy must change as the w o r l d 
changes, such as a p r o d u c t l ine, 
manu fac tu r i ng process, or merchan-
d is ing and s ty l ing pract ice. The basics 
o f a company ' s character usual ly 
persist, however, despi te p roduc t -
market changes or a new a l loca t ion 
of resources. The New York Times 
Compa n y , for example , after many 
years of be ing shaped by the values 
of its owners and staff, is n o w so self-
consc ious and respected an inst i tu-
t ion that its nature is l ikely to remain 
unchanged , even if its services and 
news process ing capac i ty are a l tered 
drastical ly. 
The essence of strategy, as 1 have 
de f ined it, is pat tern. The in te rdepen-
dence of purposes, pol ic ies, and or-
ganized ac t ion de termines the char-
acter of a par t icu lar strategy and 
its c o m p e t i t i v e advantage. The con -
sistency of a company ' s strategic 
decis ions gives the f i rm its ident i ty , 
power, and po ten t ia l for success in 
the marketp lace. An awareness of the 
in te r re la t ionsh ip be tween its po l ic ies 
and goals can he lp a c o m p a n y re-
cogn ize its p rob lems so they can be 
seized u p o n and solved. 
The Formulation 
Logically, t he pat tern of purposes I 
have descr ibed has to be dec ided and 
then i m p l e m e n t e d , in that order. In 
real l ife, the f o r m u l a t i o n and imp le -
men ta t i on of strategy interact w i t h 
each other. In concep t , co rpo ra te 
strategy is a c o m b i n a t i o n of four 
processes, the first of w h i c h is to 
ident i fy the business risks and market 
oppo r tun i t i es . 
The second is to iden t i f y the f inan-
cial , physical , h u m a n , and techn ica l 
resources avai lable to the c o m p a n y 
and to assess the qua l i t ies that w i l l 
give a c o m p a n y a c o m p e t i t i v e advan-
tage What a c o m p a n y can do , a l ter 
assessing its strengths and weak-
nesses, is less than w h a t it m igh t 
do after l o o k i n g at market o p p o r t u -
nity. M a t c h i n g o p p o r t u n i t i e s w i t h 
resources, the result o f w h i c h is 
ca l led e c o n o m i c strategy, usual ly 
produces a n u m b e r of a l ternat ives 
w h i c h need to be reduced sti l l 
fu r ther 
The th i rd process is for a c o m p a n y 
to dec ide what its leaders, and 
somet imes its larger membersh ip , 
most wan t to do . The i n f l uence of 
personal values shou ld not be 
ignored. 
The pres ident of the o l d Under-
w o o d Typewri ter C o m p a n y repor t -
ed ly d i d no t wan t to " p e d d l e 
typewr i te rs all his l ife." Now, that 
e m o t i o n d i d no t just i fy the c o m -
pany's e m b a r k i n g o n a disastrous 
course i n to c o m p u t e r manu fac tu r i ng , 
for w h i c h it had ne i ther the f inanc ia l , 
techn ica l , nor marke t ing resources. 
But that e m o t i o n , together w i t h the 
o p p o r t u n i t y o f fe red by the i n fo rma-
t ion revo lu t i on , p robab l y made the 
dec is ion inev i tab le . 
Similarly, the personal desire of 
a smal l manufac turer , in the early 
days of stereo, to p r o d u c e the 
highest poss ib le qua l i t y of l oud 
speaker, led to the d e v e l o p m e n t 
of the acoust ic suspension speaker 
and to the oppo r tun i t y , n o t fu l ly 
real ized because of o the r values, to 
b e c o m e a d o m i n a n t c o m p a n y in the 
sound r e p r o d u c t i o n c o m p o n e n t s 
business. 
Finally, w h a t a company ' s manag-
ers can and migh t want to do needs 
to be j udged a longs ide what they 
ough t to do . The pub l i c is b e c o m i n g 
increasingly exp l i c i t in its ins is tence 
that corpora te behav ior be respon-
sible and mora l , and that it be sensi-
t ive to c o m m u n i t y concern . Mos t 
corpora te leaders do w a n t to be as 
responsive as e c o n o m i c restraints 
permi t , a l t h o u g h a lmost al l are o p -
posed to any regu la t ions that may 
be f o r t h c o m i n g if these concerns are 
ignored. For these t w o reasons, the 
impact of an e c o n o m i c strategy on 
a company ' s emp loyees , on the 
c o m m u n i t i e s in w h i c h these c o m p a -
nies are located, and on society at 
large must be cons ide red we l l in 
advance. 
1 he essential art, then , in dec id i ng 
what a company ' s tota l (or co rpora te ) 
strategy shou ld be is to ba lance the 
four sets of c o n f l i c t i n g cons idera t ions 
so that the result w i l l be a h a r m o n -
ized pat tern u n i q u e to the company . 
The o p p o r t u n i t y for d is t inc t iveness is 
w i d e open. H inds igh t suggests, for 
example, that the a u t o m o b i l e in-
dustry d i d no t recogn ize its oppo r -
tunity, g iven such deve lopmen ts as 
the rise of smal l car impor ts , the 
energy crisis that began in 1973, and 
increasing concern abou t p o l l u t i o n 
O n the o the r hand, the success of 
The New York Times, C r o w n Cork & 
Seal, L i nco ln Electric, Heub le in , and 
Wang, for example , test i f ies to the 
value of f o r m u l a t i n g a strategy 
d i f fe rent f r o m the c o n v e n t i o n a l 
strategic " w i s d o m " of indus t ry 
leaders. The key to d e v e l o p i n g a 
un ique ly appropr ia te strategy is 
d is t inc t ive compe tence . Its ident i f i ca-
t ion , p ro tec t i on , and d e v e l o p m e n t 
l ie at the heart of p l a n n i n g for an 
uncer ta in fu tu re 
The Process 
The leadership of a strategical ly 
managed c o m p a n y must be c o m -
mi t ted to the company ' s purpose 
and be capable of c o m m u n i c a t i n g its 
benef i ts and requ i rements to all 
levels of the o rgan iza t i on . The most 
obv ious imp l i ca t i on of strategic 
management is the large a m o u n t 
of t ime that must be c o m m i t t e d to 
p lann ing . 
The ch ie f execut ive of a smal l 
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c o m p a n y o f t en w i l l be besieged by 
shor t - te rm emergenc ies and w i l l end 
up opera t ing by day and p lann ing by 
n ight , if at all. However , it is a b ru te 
fact that , for very smal l compan ies , if 
l ime cannot be f o u n d to prepare for 
the fu tu re , there w i l l not be any. A n d 
even in a c o m p a n y of larger size, 
the t ime requ i rements of strategic 
management t end to be underest i -
mated. W h e n one is c o n f r o n t e d by 
the needs of today, pa t ience and 
w i l l power are needed if one is to 
concen t ra te on the needs of to-
mor row. 
Strategic decis ions must be more 
than improv isa t ions of the m o m e n t . 
Essential to the last ing super io r i t y of 
a company ' s pe r fo rmance or t he 
ma in tenance of its un ique market 
pos i t ion is the h igh qua l i t y of a 
p roduc t or service and the c o m -
m u n i c a t i o n of its i m p o r t a n c e to 
customers. The es tab l ishment of 
va lue in re la t ion to pr ice and the 
reduc t i on of cost to permi t greater 
value at lower pr ice is a c o n t i n u i n g 
process in most of the successful 
strategies we k n o w about . Strategic 
dec is ion has an eth ica l qua l i t y that 
goes hand in hand w i t h its e c o n o m i c 
ef fect iveness. 
A wi l l ingness to de fy c o n v e n t i o n a l 
w i s d o m and appear as a maver ick 
ques t i on ing indust ry consensus is 
centra l to a strategy's or ig inal i ty . 
George Rornney f o u n d m u c h oppos i -
t ion in his o w n c o m p a n y w h e n he 
at tacked the big car and focussed 
Amer i can Mo to rs ' l im i t ed resources 
on a single small a u t o m o b i l e . He said 
that i t t o o k h im seven years to 
conv ince his management of this, 
and seven more to c o n v i n c e the 
pub l i c . But he had no strategy for 
f o l l o w i n g up that b reak th rough . 
W h e n the Rambler became suc-
cessful, he repaid the company ' s 
debts rather than m o d e r n i z e faci l i t ies, 
deve lop a n e w eng ine, or seek special 
market segments. He left it to Ford to 
deve lop the Mus tang and to fore ign 
carmakers to deve lop the smal l car 
market here. He t h rew away the 
o p p o r t u n i t y that his s tubbornness 
had w o n for h im. 
The c o m m i t m e n t to a long- range 
purpose o f t en is not a natural part of 
the temperamen t of a successful 
operator. A pres ident of a large 
c o m p a n y o n c e protested to me, "I 
don ' t w a n t to dec ide a strategy on 
Wednesday that 1 can' t change on 
Saturday." W i t h hundreds of m i l l i ons 
of dol lars invested in f ixed assets and 
in vert ical in tegra t ion , he was hard ly 
as free as a q u i c k - l o o t e d ent repre-
neur. But he was a man of the past 
and present, no t of the fu ture , and 
indeed his career was cu t shor t , 
perhaps by co inc idence , bu t p rob -
ably not . 
The Chief Strategic Off icer 
It every c o m p a n y needs a chief 
opera t ing of f icer—the t i t le grows 
increasingly c o m m o n —then the ch ie f 
execut ive o f f i cer must be the chief 
strategic off icer. D o u b t grows, 
however, that the ch ie f execut ive 
o f f i cer can serve as cha i rman of the 
board, ou ts ide spokesman for the 
company, and f inal arb i ter of all 
impor tan t decis ions in the company, 
as we l l as give adequate a t t en t i on to 
long- range strategy. It is clear in any 
case, as Bill W o m m a c k has p o i n t e d 
ou t in the Harvard Business Review 
( "The Board's M o s t Impor tan t 
Func t ion , " Sep tember -Oc tober 1479) 
that the ch ie f strategic of f icer , 
whe the r CEO or a v ice-pres ident , 
must be s u p p o r t e d by a strategic 
p l ann ing st ructure w i t h i n the 
company. 
If w e accept the i m p o r t a n c e of 
strategic management , it f o l l ows that 
one of the p r inc ipa l f unc t i ons of the 
board of d i rectors is to satisfy itself 
that the proposals made to it are part 
of the strategy it understands and has 
approved, and that management is 
c o m p e t e n t in carry ing ou t . Because 
the l ime requi red to analyze and 
revise strategy is so great, a c o m -
mi t tee of the board , compr i sed 
most ly of ou ts ide d i rectors w i t h 
special interest and c o m p e t e n c e , is 
l ikely to be more e f fec t i ve than the 
fu l l board. But in any case, the value 
of de tached po in t s of v i e w and 
diverse exper ience is n o w h e r e more 
ev ident than in the examina t i on of 
management c o m m i t m e n t s that 
extend far i n to the fu ture. A n 
i nnocen t ques t ion that asks " w h y " 
can somet imes exp lode the p rov in -
c ia l ism that is a result o f years of 
inbred dec is ion -mak ing . 
It is in terest ing to no te h o w reluc-
tant many CEOs are to pe rm i t d iscus-
sion of strategic a l ternat ives by board 
members pr ior to managemen t de-
cision. Such sensi t iv i ty to " p o t e n -
tial in te r fe rence" may be s o m e t h i n g 
l ike the conce rn that many men have 
abou t their mascul in i ty . Cha l lenge to 
or even m i l d ques t i on ing of the 
strategy of some execut ives means a 
threat to wha t they regard as the 
center of their power and responsi-
bi l i ty. t h e more uncer ta in they are 
abou t the soundness of a strategy, or 
the more uneasy they are about their 
relat ions w i t h their board, the more 
comp l i ca ted is the i r re jec t ion of wha t 
really c o u l d be impo r t an t gu idance 
and suppor t . 
I am glad to see tha i a g r o w i n g 
n u m b e r of annua l boa rd -manage-
men t strategy meet ings are tak ing 
place away f rom the company . 
D u r i n g these t w o to three days, 
updates of long- range plans and 
detai ls of annua l opera t ing plans are 
rev iewed. Besides the ideas and 
exchanged i n f o rma t i on , the re la t ion-
ships and trust that are deve loped 
a m o n g d i rectors and senior manage-
men t make the expend i t u re of th is 
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t ime w o r t h w h i l e . Such meet ings 
o f ten can be top -heavy in presenta-
t ions to the board and shor t on 
c o n t r i b u t i o n s f r o m di rectors. But 
d i rectors, l ike managers, can learn 
h o w to hand le strategic quest ions. 
Di rectors canno t take away f r o m 
managemen t the d u t y of recom-
m e n d i n g strategy, no r can they w ish 
away (heir o w n respons ib i l i t y for 
unders tand ing and app rov ing 
strategy. 
Strategy tor "Future Power" 
The creat ion and i m p l e m e n t a t i o n of 
strategy are essential in p repar ing for 
the fu ture . Steadiness and c lar i ty of 
purpose a l l ow an o rgan iza t ion and its 
peop le to learn w h a t they have to do 
and h o w to do it better. People w h o 
are at t racted to a company ' s u n i q u e 
strategy are d r a w n to it; peop le w i t h 
d i f fe ren t goals are sorted out . The 
m o m e n t u m that is poss ib le under 
steady d i rec t ion bu i lds market power, 
w h i c h can lead, for example , to an 
increased market share in t imes of 
recession. 
The un iqueness of a company ' s 
strategy must c lear ly be preserved 
and ex tended as c o m p e t i t i o n dup l i -
cates that company ' s strategy. 
D i f f e ren t i a t i on of p roduc t must be 
progressive—not o n l y to meet the 
c o m p e t i t i o n , bu t to ma tch chang ing 
pub l i c tastes. The m o b i l i z a t i o n of 
adver t is ing, p r ic ing , p roduc t deve lop-
men t , personnel p r a c t i c e s - o f all 
management func t ions , in f a c t - i s 
e f fec t ive to the extent to w h i c h 
fu tu re cha l lenges are an t i c ipa ted by 
management . 
A b o v e al l , strategic managemen t 
makes w h a t lies ahead seem clearer. 
W h e r e d e v e l o p i n g t rends can be 
reversed, moves can be made to head 
them off . W h e r e the proper response 
is adap ta t ion , c o n t i n g e n c y p lans can 
be based on the range of possible 
deve lopmen ts . If strategic manage-
men l is changed as a result o f n e w 
trends, then wha tever it does b r i ng 
cer ta in ly shou ld catch no one by 
surprise. 
What to do Next 
W h e n I addressed these remarks to a 
g roup of bus inessmen, their ma jo r 
unspoken ques t i on was: " W h a t , if 
any th ing , can a businessman d o 
abou t wha t has been said here?" This 
w o u l d be my response. First, wr i te 
d o w n the co rpo ra te strategy of your 
company . Use on ly one p iece of 
paper. Avo id all m o t h e r h o o d state-
ments. Be sure t o name in speci f ic 
terms the business your c o m p a n y is 
in and the fu tu re expans ion fore-
seen for that business. Speci fy the 
p roduc ts y o u p rov ide and wha t you 
propose to o f fe r to des ignated 
markets. 
i den t i f y channe ls o f d i s t r i bu t i on , 
prof i t goals, the key f unc t i ona l 
strategies essential to the par t i -
cu lar character of your business. 
For example , the marke t ing essen-
tial fo r b randed c o n s u m e r goods 
compan ies ; m a n u f a c t u r i n g for stan-
dard c o m m o d i t y - t y p e p roduc ts ; 
and research, d e v e l o p m e n t , or 
eng ineer ing for h igh t echno logy 
compan ies . 
Q u a n t i f y the g r o w t h goals that 
f o l l o w f rom (no t precede) the 
po l ic ies in place. Be sure that the 
summary s ta tement presents at least 
a g l impse of the k ind of c o m p a n y 
you are t ry ing to c r e a t e - n o t o n l y for 
customers, bu t also for emp loyees 
and, if re levant , for non- t rans ien t 
shareholders. 
Some may have t roub le w i t h this 
exercise. If you f ind i m p o r t a n t e m p t y 
spaces, ask your co l leagues for assis-
tance. In the absence of an exp l ic i t 
i den t i f i ab le strategy, deduce it f r o m 
What your c o m p a n y has been do ing . 
Ac t i on speaks louder than po l i cy 
statements. 
Next, eva luate that strategy in the 
terms suggested here. D o no t use 
present and recent pro f i ts , for there 
may be a canker in t he heart of y o u r 
rose of success. Discuss the cr i ter ia 
y o u use w i t h y o u r managemen t 
associates. Look for answers to ques-
t ions l ike these: 
• W h a t d is t ingu ishes your c o m -
pany's strategy f r o m that of your 
compet i to rs? 
• To w h a t extent is y o u r strategy 
in terna l ly consistent? 
• In wha t way is y o u r strategy 
consis tent w i t h or des igned to over-
c o m e indust ry character is t ics and 
trends? 
• Wha t d i s t i nc t i ve c o m p e t e n c e is 
be ing p r o d u c e d or exp lo i t ed to g ive 
you a c o m p e t i t i v e edge? 
• H o w fu l ly are y o u and your as-
sociates c o m m i t t e d to y o u r strat-
egy? Is it really w h a t y o u w a n t to 
do? Does it exc i te you? 
• W h a t degree of success can you 
reasonably foresee, g iven your 
present v i ew of the best, wors t , and 
most l ikely f u tu re deve lopments? 
Finally, if you are in a pos i t i on to, 
i nvo lve your board w i t h th is evalua-
t ion . Assure yoursel f f i rst, o f course, 
that it w i l l be the strategy, n o t any 
ind iv idua l , that is b e i n g evaluated. 
O f course, howeve r c o m p e t e n t 
your board is. its members , l ike 
your managemen t associates, w i l l no t 
be able to answer fu l ly the ques t ions 
asked here. But cons ide r ing the ques-
t ions w i l l s t imu la te a reexamina-
t ion of n e w and o l d possib i l i t ies. A n 
exercise of this k i n d is m o r e p roduc -
t ive, t h o u g h less restful , t han the 
mot ion less and exposed posture of a 
s i t t ing duck . C 
This article was adapted from a talk given 
earlier this year to St. Louis business leaders. 
Dr. Andrews is Donald K. David Professor of 
Business Administration at Harvard and a 
director of four corporations. He is currently 
doing research on corporate boards of 
directors in large publicly held companies. 
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